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Editor’s Note / Mark A. Huselid l 
360 Feedback from Another Angle / David W. Bracken, 
Carol W. Timmreck, John W. Fleenor, Lynn Summers 3 


How do you know if a 360 process has been implemented successfully? What are the factors that 
influence its success? How can those factors be controlled by those responsible for its implementa- 
tion? Despite its popularity, there has been little effort to build a comprehensive model that addresses 
these fundamental questions about 360 feedback. In a quest for such a model, we identify a host of key 
factors organized according to whether they exert their influence proximally or distally. We discuss 
how each factor contributes to successful implementation. After identifying how design features of a 
360 process affect these key factors, we recommend how to enhance the probability of implementing 
360 feedback successfully and sustaining the process over time. 


Hold the Line: An Examination of Line vs. Staff Differences / 
Allan H. Church and Janine Waclawski 21 


Despite common perceptions about the differences between line and staff personnel, few studies have 
provided answers as to which group is more effective. This study explores in detail key differences in 
managerial strengths between 46 line managers and 52 staff professionals in one of the fastest 
growing, highly service-oriented retail organizations in the United States. Using behavioral data from a 
developmental multirater feedback effort, results suggest that staff personnel were more modest and 
accurate in their self-assessments, while line managers were more service oriented but significantly 
weaker at relationships, openness to new ideas, demonstrating respect, and adaptability to change. 


The Implications of ADA Litigation for Employers: A Review of 
Federal Appellate Court Decisions / Barbara A. Lee 35 


Analysis of litigation outcomes indicates that most plaintiffs who sue under the Americans With 
Disabilities Act are unsuccessful. Equal Employment Opportunity Commission enforcement data and 
six years of federal appellate court decisions were reviewed, as well as recent rulings of the United 
States Supreme Court. The courts are interpreting the ADA very narrowly, and very few plaintiffs 
prevail. The results of this research suggest that if employers engage in an individualized assessment 
of whether an individual is protecied by the law and whether the requested accommodation is 
reasonable, legal liability will be minimized. 
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Managing Harassment / Timothy S. Bland and Sue S. Stalcup 51 


Survey says: Sexual harassment complaints went up about 10% each year between 1995 and 1998! 
And even worse, 2 out of 3 complaints had some merit! Clearly, organizations need to learn how to 
manage this issue, not just be compliant with the law. This article provides interpretations of recent 
Supreme Court decisions for HR practitioners and new methods for managing harassment in 
workplaces. It may stimulate those who are reading the article to “step outside the box” and be more 
innovative in their approach to managing harassment in their organizations so as to create self- 
sustaining environments where harassment is unwelcome 


Managing Individual Performance in Work Groups 
Robert C. Liden, Sandy J. Wayne, Maria L. Kraimer 63 


This research was driven by the question, “In empowered work groups, who should be responsible for 
determining disciplinary actions in response to group member poor performance: the formal manager, 
a single group member, or the group as a whole?” Results in a study of 231 group members 
representing 41 groups from four diverse organizations showed that the severity of disciplinary 
actions made by formal managers is equivalent to actions taken by groups through consensus 
decision-making. Selecting one member of the group however, to handle a poorly performing member 
resulted in relatively lenient disciplinary actions. Consistent with this finding, the attitude survey 
results revealed that individual group members are reluctant to assume responsibility for disciplining a 
poorly performing group member 


Team Rewards: How Far Have We Come? / Lucy Newton McClurg = 73 


Although many organizations find teams to be important to their success, few have implemented 
reward systems that encourage team effort. This study examines the practices of 35 firms using 
team-based reward programs and identifies some features of these programs that improve their 
effectiveness. The results indicate that the most valued programs were those (1) associated with high 
levels of communication to employees about the specifics of the plan, (2) strong worker involvement 
in the plan's design and implementation, and (3) team members’ perceptions that the pay system was 
fair. HR managers considered more complex plans more beneficial than simple plans 
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Making Change Happen One Person at a Time 


by Charles H. Bishop / Reviewed by Dale G. Lake 
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Issue 2, Summer 2001 


Editor's Note / Mark A. Huselid 97 


Differences in Promotion Stress across Career Stage 
and Orientation / Dawn S. Carlson and Denise M. Rotondo 99 


Promotion stress is the experienced feelings of anxiety, concern, or tension with one’s career reality in 
terms of the level one has reached in the organization. This study considers how promotion stress 
may differ depending on an individual's internal career orientation (balance, high, free, ahead, secure) 
as well as an individual’s external, professional career stage (apprentice, colleague, mentor, sponsor). 
The results suggest no clear pattern of differences based on internal career orientation; however, there 
is a clear pattern with regard to external career stage such that as an individual progresses in his/her 
professional career, the promotion stress decreases. Implications for research and practice are 
discussed. 


Comparing Line and HR Executives’ Perceptions of HR 
Effectiveness: Services, Roles, and Contributions / 
Patrick M. Wright, Gary C. McMahan, Scott A. Snell, 
and Barry Gerhart 11] 


This study compares HR and line executives’ evaluations of the effectiveness of the HR function in 
terms of its service delivery, roles, and contributions to the firm. Survey responses from 44 HR and 59 
line executives from 14 companies indicate that (a) HR executives consistently rated the functions’ 
effectiveness higher than did line executives, and (b) the greatest differences were observed on the 
more important and/or strategic aspects of HR. Implications for improving HR effectiveness are 
discussed. 


Outsourcing HR: The Impact of Organizational Characteristics / 
Brian S. Klaas, John A. McClendon, and Thomas W. Gainey 125 


This study investigates the relationship between a number of organizational characteristics and the 
decision to outsource HR. Determinants of the outsourcing of four categories of HR are examined: HR 
generalists activities (e.g., performance appraisal), transactional activities (e.g., payroll), human capital 
activities (e.g., training), and recruiting and selection. HR executives in 432 organizations provided 
data on outsourcing levels and organizational characteristics. Reliance on HR outsourcing was 
associated with idiosyncratic HR practices, strategic HR involvement, positive HR outcomes, 
promotional opportunities, demand uncertainty, and pay level. As predicted, however, the impact of 
organizational characteristics varied among the different types of HR activities outsourced. 


Who's In Charge? An Empirical Study of Executive Staffing 
Practices in Foreign Subsidiaries / Anne-Wil Harzing 139 


This study investigates executive staffing practices in foreign subsidiaries of multinational corpora- 
tions. Grounded in a literature review of the reasons for employing either parent country nationals or 
host country nationals in top management positions in foreign subsidiaries, a number of factors 
influencing the choice between these alternatives are identified. Using a combination of an archival and 
mail survey research method, the influence of each of these factors is empirically tested with a sample 
of nearly 3000 observations. 
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Incentive Alignment, CEO Pay Level, and Firm Performance: A Case of 
“Heads | Win, Tails You Lose”? / Wm. Gerard Sanders 159 


In recent years, rewarding CEOs with long-term forms of compensation (e.g., stock options, performance 
plans, restricted stock) has become more popular than using year-end pay adjustments. Surprisingly, 
there is little empirical evidence to support the benefits of this trend. This study found that the benefits of 
long-term compensation flowed primarily to CEOs as they received significantly greater levels of total 
compensation than did CEOs in firms that emphasized year-end pay adjustments. Paradoxically, however, 
firms that emphasized year-end pay adjustments performed significantly better than firms that were 
heavy users of long-term forms of contingent compensation 


Employees’ Nonwork Obligations and Organizational Commitments: A New 
Way to Look at the Relationships / Steven Mellor, John E. Mathieu, 
Janet Barnes-Farrell, and Steven G. Rogelberg 171 


The authors adopted a family resource view of nonwork obligations and examined these obligations’ 
relationships to dimensions of employees’ organizational commitment. Complex interactions were found 
between employees’ marital status, number of children, and having relatives nearby as related to the 
continuance dimension, but not the affective dimension, of commitment. In particular, results were 
strongest when the focus was on employees’ perceptions of whether they would experience a high 
personal sacrifice if they were to leave their organizations. These findings are discussed in the context of 
developing family-friendly human resource programs that may help employees feel less “trapped” in 
organizations 
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Editor's Note / Mark A. Huselid 


Case Studies and Research 


Crafting a Human Resource Strategy to Foster Organizational Agility: 
\ Case Study / Richard A. Shafer, Lee Dyer, Janine Kilty, Jeff Amos, 
and Jeff Ericksen 197 


A decade ago, the Chief Executive Officer of Albert Einstein Healthcare Network (AEHN), anticipating a 
tumultuous and largely unpredictable period in its industry, undertook to convert this organization from 
one that was basically stable and complacent to one that was agile, “nimble, and change-hardy”. This 
case Study, while briefly addressing AEHN’s approaches to business strategy and organization design, 
focuses primarily on the human resource strategy that emerged over time to foster the successful 
attainment of organizational agility. Although exploratory, the study suggests a number of lessons for 
those who are—or will be—studying or trying to create and sustain this promising new organizational 
paradigm 
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Contextual Determinants of Reward Systems’ Success: An 
Exploratory Study / Charles H. Fay and Michael A. Thompson — 213 


Data were collected on successful and unsuccessful reward initiatives. The initiatives included new 
and modified base pay, short- and long-term incentive, benefits, and perquisite/lifestyle rewards. 
Initiative success was measured on seven factors, and ten conditions were measured for initiative 
success. Follow-up telephone calls to most respondents provided more detail for examples. 
Analysis suggests that a common set of criteria can be used to judge the success of different kinds 
of programs. Surprisingly, success in plan design was not a significant explanatory variable in 
reaching success on any criterion of rewards initiative success. 


The Use of Person—Group Fit for Employment Selection: A Missing 
Link in Person—Environment Fit / 


James D. Werbel and Danny J. Johnson 227 


Given an increased emphasis on work teams in organizations, it is important to select applicants 
based on their ability to make contributions to a given work team. This paper proposes that 
person—group fit should be useful to select applicants for work teams and suggests that effective 
use of person group fit will create both more cohesive work units and more effectively functioning 
work units. It proposes ways to make valid and reliable assessments of person—group fit that 
could be used to minimize bias in the selection process. Finally, it addresses several implications 
of using the person—group fit paradigm for human resource management practice. 


Executive Forum: 


One Prudential Exchange 
and Alignment Platform / Richard McKnight, Jody Doele, 
and Kim Christine 241 


This article describes how Prudential Insurance Company engaged its 55,000 employees as 
partners in transforming the company’s many disparate businesses into one integrated company 
to compete more successfully in a dramatically changed marketplace. Using a combination of 
large- and small-scale meetings, follow-up actions at the work unit level, and sophisticated 
performance enhancement processes, OPX (One Prudential Exchange) is helping transform 
Prudential from a staid insurance company to a modern financial services powerhouse. OPX has 
introduced the One Prudential vision to the company’s employees in nearly 300 large-scale 
meetings in 12 cities and has institutionalized problem resolution and breakthrough dialogue 
processes in over 5,000 follow-up work unit meetings. 


a 
Lufthansa’s Transformation Marathon: Process of Liberating 
and Focusing Change Energy / 
Heike Bruch and Thomas Sattelberger 249 


Transformations often fail to activate the energy of those whose creativity and action are needed to 
realize fundamental change. !n 1991 Lufthansa was almost bankrupt. Today it has become one of 
the world’s most profitabie airline companies and a founding member of the STAR ALLIANCE, 
aspiring to become the world’s leading aviation group. Lufthansa has undergone a fundamental 
ongoing change—its approach relies on people. Core elements of this strategy involve providing 
space for reflection and dialogue despite the crisis pressure, building networks of change actors 
and creating durable platforms for emotional mobilization and reflection on action. 


The Insurance Giant's Business Literacy 
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[ransforming Human Resources in the New Economy: Developing the 
Next Generation of Global HR Managers at Deutsche Bank AG / Michael 
Svoboda and Silke Schréder 261 


This article illustrates how global player, Deutsche Bank, has managed to achieve a change of direction 
for its HR function: becoming a strategic partner to the business. Follow the authors step by step in this 
transformational process to see how this change management program developed from strategy to 
action, making every HR professional at DB a change agent. Find out how strategic competency 
definition, human resource develepment, and state-of-the-art information technology acted as levers to 
engage Deutsche Bank's HR community on this journey 


Bookshelf 


The Change Bookshelf / Reviews & Narrative by 
Dale G. Lake 275 


This article provides in-depth reviews of books focused on change at the individual, group, and 
organization \evels. \t identifies the critical dimensions necessary to change at each of these three levels 
and then selects the books that provide the best understanding of change for each level. Whether the 
reader wishes to understand underlying theories of change or wishes to find practical guides to 
essential steps in the change process, the needed resources are reviewed in this article. For the HR 
manager, who, more often than not, is responsible for guiding those whe would change, this set of 
eleven books constitutes a must bookshelf. Finally, other key references in the area of change are 
annotated if the reader wishes to enlarge his/her bookshelf. 
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Second Annual Ulrich & Lake Award for Excellence 
in HRM Scholarship 


From Partners to Players: 
Extending the HR Playing Field / Dave Ulrich and Dick Beatty 293 


HR professionals must always be “becoming” or constantly changing and adapting. For the last decade, 
many have argued the business partner role as a complement to traditional HR administrative work. We 
argue in this paper that HR professionals should move beyond partners to become players. HR 
professionals as players are “in the game, on the field, making a difference” through their HR work. In 
this article, we suggest that to become players, HR professionals must learn to coach, architect, build, 
facilitate, lead, and provide a conscience to business leaders. Specific knowledge and tools for each of 
these roles are described. 


The Impact of Same-Sex LMX Dyads on 
Performance Evaluations / Arup Varma and Linda K. Stroh 309 


Numerous studies have found that supervisors rate women lower than men for similar levels of 
performance, suggesting that, for female employees, performance alone may not be able to guarantee 
fair ratings. What is not clear is whether this disparity is a function of the gender composition of the 
supervisor-Subordinate dyad or simply a case of male supervisor rating behavior. Based on data from 
supervisor-subordinate dyads in four organizations, we found that after controlling for performance, 
both male and female supervisors exhibit a positive bias toward subordinates of the same sex and rate 
members of the same gender higher. 
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Self-Monitoring and Performance Appraisal Satisfaction: 
An Exploratory Field Study / Janice S. Miller 321 


Members of 12 project teams in five organizations participated in a study that assessed their self- 
monitoring characteristics and level of satisfaction with their performance appraisal system. Overall, 
taking part in self-ratings and upward appraisals of team leaders was associated with greater levels of 
appraisal satisfaction than was participating in peer evaluations. Self-monitoring level was negatively 
associated with appraisal satisfaction after controiling for level of ratings generated by peers, self, and 
leader. The paper discusses results, and offers practical implications in light of the social and 
interpersonal context that surrounds performance evaluation. 


Peer Appraisals: Differentiation of Individual 
Performance on Group Tasks / John A. Drexler, Jr., 
Terry A. Beehr, and Thomas A. Stetz 333 


The use of peer appraisals has been widely acclaimed, but how useful are they really? Student groups 
made non-anonymous ratings of peer performance on two group tasks, and the ratings contributed to 
the students’ course grades. Groups differentiated very little among peers in their performance 
ratings. Individuals in non-differentiating groups reported more positive distributive and procedural 
justice, satisfaction, and turnover intent than did individuals in differentiating groups. In differentiating 
groups, no differences in attitudes were found between individuals who were differentially rewarded or 
penalized for their performance. Implications for peer appraisal practice and future research are 
discussed. 


An American Woman in Turkey: Adventures Unexpected and 
Knowledge Unplanned / Sully Taylor and Nancy K. Napier 347 


What is it like for foreign women professionals to work in a country like Turkey—managing subordi- 
nates, working with clients and supervisors? What kind of social life do they have? In this article, the 
authors answer these questions and more, drawing on interviews with foreign women professionals 
working in Turkey. Using an unusual narrative approach to present their research results, they reveal 
unexpected insights and identify key success factors such as the importance of foreign education over 
gender and the influence economic development of the host country may exert on women’s success. 


Executive Forum: 
Designing and Implementing 
an HR Scorecard / Garrett Walker and J. Randall MacDonald 365 


Verizon HR has effectively designed and implemented a strategic management system, which is 
based upon the balanced scorecard model of Dr. David Norton and Dr. Robert Kaplan of Harvard 
Business School. The HR Balanced Scorecard was conceived with New Economy organizational 
dynamics in mind. The scorecard uses a broad range of “leading and lagging” indicators—overall 
strategy, operational processes, customer perceptions, and financials to evaluate the effectiveness 
of HR initiatives to the bottom line. The HR Balanced Scorecard provides the means to monitor 
workforce indicators, analyze workforce statistics, diagnose workforce issues, calculate the negative 
financial impact, prescribe solutions, and track improvements. 
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Book Review: 


Business-Driven Compensation Policies: Integrating Compensation Sys- 
tems to Corporate Strategies by Robert L. Heneman 
Reviewed by Richard W. Beatty 379 


(continued ) 


yy 


Bookshelf 
Publications Received 
Volume Contents 


Author Index 


: 
381 
385 

£2 

; 


